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The purpose of this w
orksheet is creating 

a com
m

on understanding of the objective
w

e are pursuing and the behavioral changes
needed to achieve that objective.

Core Objective

Why Who

Why are we doing this?
What is the purpose? What 

need of the customer or 
organization do we want to 

meet?

Who can help 
or hinder us in achieving 

the objective? 
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"The most serious 

"You alm
ost alw

ays find w
hat you expect, 

if you let your search be guided by your beliefs."
- Bart Ehrm

an -
 

"Sometimes when you innovate, you make mistakes. It is best 
to admit them quickly, 

and get on with improving your other innovations." 
– Steve Jobs -

Team
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Remember to have 
the person reading the question also 

lead the discussion

Discuss the purpose behind the customer need you want to address in this 
session.
    • What problem do they want to solve?
    • What change do they want to accoplish?
    • What will the world look like when this is accomplished?
If the client asks for a solution (What), hang it to the right and then ask the 
questions above. Keep asking why questions until the core objective is 
clear. Write down this core objective on a sticky-note and place it to the left 
in the Impact Map above.

3. Determine the Core Objective

m
ind m

ap in the m
iddle of this w

orksheet show
s the 

cture of an Im
pact M

ap. D
iscuss the structure of this m

ind 
p w

ith each other.
W

hat do the term
s W

hy-W
ho-H

ow
-W

hat m
ean?

H
ow

 does it pay off to investigate a custom
er's

needs according to this structure?
W

hy exactly w
as this structure chosen?

tructure

Write the key features, products or services (What) needed to meet the goal on separa
one sticky note per feature, product or service. Place the sticky-notes to the right in the
 
Next, collaboratively complete a Why=>Who=>How=>What path for one or two of th
do this, answer the following questions:
    1. For what target audience (Who) are we delivering this?
    2. What behavior change in them (How) will bring us closer to our goal?
 
For each answer to these questions, add a separate sticky-note to the Impact Map abo

4. First paths from Why to What

Current:
 
Target:
 
As of when:
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"It is not the strongest of the species that survives, 
nor the most intelligent. 

It is the one that is most adaptable to change."
– Charles Darwin -

ost serious mistakes are not being made as a result of wrong answers. The true 
dangerous thing is asking the wrong question."

– Peter Drucker –

How much time 
do you have left?
Is this enough?

Collaboratively think about who you need to achieve the core 
objective. To do so, answer the following questions:
    • Who can help us? 
    • Who can work against us? 
    • Who is our customer or end user?
    • Who will make the decisions?
 
For each answer to these questions, add a separate sticky-note to 
the Impact Map above! 

5. Find Helpers (Who)
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"In God we trust. All others must bring 
data."

- Dr. W. Edwards Deming -

"Manybaddecisionsarecausedbecause
only after the decision is made do the counterarguments pour in."

- Abraham Nicolas Amelot de la Houssaye -
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Collaboratively discuss which paths 
(Why=>Who=>How=>What) have the 
greatest impact toward the objective. 
Have each participant put 3 dots at 
those What notes that they feel will 
contribute the most.

8. Prioritize
Collaboratively, reach agreement  on which path
you will realize first in the coming period.
     - How exactly are you going to do this?
     - How will you determine whether the
        assumptions in these paths are
        correct? 
 
Write down the result of this discussion on the 
worksheet.

10. Define Scope
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Note that each note in the Impact Map represents an assumption. ("I 
think Jan can help us win the game. I think that would require him to 
train more. I think he will train more if we go together.")  
 
For the top 3 paths (Why=>Who=>How=>What), discuss which 
assumptions are uncertain in these. How (with what easy experiment) 
can we validate these assumptions. Record the results of the discussion 
on the worksheet.

9. Assess Assumptions

WhatHow

How can they help us? What 
change in behavior do we 

needed thom them to achieve 
the objective (impact)?

What can we do or provide 
(feature, product or service) to 
support the desired behavioral 

change?


